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A	  Workshop	  for	  Academic	  Leaders
Change Leadership in Higher Education
Our Goals for This Workshop
To	  be4er	  understand	  what	  
change	  really	  is	  and	  why	  it	  
can	  be	  so	  difficult	  
To	  understand	  the	  
impediments	  that	  o=en	  
prevent	  us	  from	  mee?ng	  
our	  change	  goals	  
To	  develop	  more	  successful	  
strategies	  for	  pursuing	  
change	  …	  even	  those	  
changes	  that	  are	  imposed	  
on	  us
Exercise #1 
In	  order	  to	  make	  our	  discussion	  as	  
prac?cal	  and	  realis?c	  as	  possible,	  
let’s	  think	  of	  some	  changes	  that	  
affect	  you	  personally.	  
Turn	  to	  Exercise	  #1	  in	  your	  
workbook,	  and	  iden?fy	  three	  current	  
or	  prospec?ve	  changes:	  
1. A	  change	  that	  you’d	  like	  to	  occur	  in	  your	  area.	  
2. A	  change	  that	  you’re	  being	  forced	  to	  make	  in	  
your	  area	  or	  at	  your	  ins?tu?on	  whether	  you	  
like	  it	  or	  not.	  
3. A	  change	  that	  you’d	  like	  to	  make	  in	  your	  
personal	  life	  but	  that	  you’re	  finding	  difficult	  to	  
make.
Exercise #1 
We’ll	  take	  two	  minutes	  for	  this	  exercise.
Exercise #1 
Now	  keep	  those	  
changes	  in	  mind	  as	  
we	  explore	  what	  
works	  and	  what	  
doesn’t	  work	  in	  
terms	  of	  change	  
leadership.	  






We	  work	  in	  a	  field	  in	  which	  we	  constantly	  develop	  
new	  ideas,	  solu?ons,	  and	  prac?ces	  within	  our	  own	  
fields.	  	  Basically	  we’re	  in	  the	  progress	  business.	  
But	  we	  and	  our	  colleagues	  o=en	  find	  it	  hard	  to	  
change	  our	  own	  ideas,	  solu?ons,	  and	  prac?ces	  
within	  our	  own	  fields.	  	  Basically	  we’re	  in	  the	  
progress-­‐resistance	  business.
So, Why Is Change So Hard?
Change	  in	  higher	  educa?on	  is	  par?cularly	  hard	  (and	  
frequently	  unsuccessful)	  because:	  
PSYCHOLOGY:	  We	  try	  to	  implement	  change	  
without	  understanding	  people’s	  mindset	  about	  
change.	  
SOCIOLOGY:	  We	  try	  to	  import	  mechanisms	  for	  
change	  that	  don’t	  fit	  our	  organiza?onal	  culture.	  
PHILOSOPHY:	  We	  try	  to	  change	  things	  for	  the	  
wrong	  reasons.	  
If	  we	  want	  to	  lead	  effec?vely	  for	  change,	  we	  need	  to	  
explore	  three	  factors	  individually.

The Meaning of Change
The Meaning of Change
There Are Many Meanings of “Change”




The Replacement View of Change
The Improvement View of Change
The Journey View of Change









“I	  understand	  that	  
change	  may	  be	  
necessary.”
The Heath Model









Three	  components	  of	  the	  
psychology	  of	  change
The	  Path	  







Engaging	  the	  Rider 1. Follow	  the	  bright	  spots	  
✓ Apprecia?ve	  Inquiry	  
✓ What’s	  working	  well?	  
✓ Use	  that	  as	  a	  model	  
✓ Do	  more	  of	  it	  
2. Script	  the	  cri?cal	  moves	  
✓ Resist	  urge	  to	  overthink	  
✓ Set	  specific,	  achievable	  goals	  
✓ Note	  progress	  	  
3. Point	  to	  the	  des?na?on	  
✓ Place	  specific	  goals	  within	  long-­‐term	  
context	  
✓ Keep	  eyes	  on	  the	  prize	  
✓ Explain	  the	  benefits	  
The Heath Model
1. Find	  the	  feeling:	  What	  is	  the	  
dominant	  emo?on?	  
2. Shrink	  the	  change:	  How	  can	  
the	  change	  look	  less	  
imposing,	  more	  
manageable?	  
3. Appeal	  to	  iden?ty:	  How	  does	  
the	  change	  relate	  to	  who	  we	  
are,	  our	  core	  values?	  
4. Grow	  your	  people:	  How	  can	  







1. Tweak	  the	  environment	  
✓ People	  tend	  to	  be	  more	  flexible	  with	  
change	  when	  their	  physical	  space	  
changes.	  	  
✓ EXAMPLE:	  Moves	  to	  new	  buildings	  
are	  good	  ?mes	  for	  curriculum	  
revisions.	  
2. Build	  a	  habit	  
✓ Use	  checklists	  	  and	  “playlists”	  to	  
make	  new	  prac?ces	  habitual.	  
✓ Revise	  forms,	  reports,	  and	  policies.	  
✓ Schedule	  updates.	  
3. Rally	  the	  herd	  
✓ People	  follow	  other	  people.	  




Unspiraling	  a	  death	  spiral.	  
In	  this	  hypothe?cal	  case	  study,	  
you’re	  asked	  to	  advise	  a	  colleague	  
about	  how	  to	  pursue	  a	  change	  
that’s	  resisted	  even	  by	  those	  whom	  
the	  change	  would	  help.	  
Use	  the	  Heath	  Brothers	  Model	  to	  
advise	  your	  colleague.	  
Discuss	  this	  case	  in	  small	  groups	  for	  
ten	  minutes.	  
Then	  we’ll	  see	  what	  ideas	  you	  have.
Exercise #2 
We’ll	  take	  ten	  minutes	  for	  this	  exercise.
Exercise #2
Unspiraling	  a	  death	  spiral.	  
In	  this	  hypothe?cal	  case	  study,	  
you’re	  asked	  to	  advise	  a	  colleague	  
about	  how	  to	  pursue	  a	  change	  
that’s	  resisted	  even	  by	  those	  whom	  
the	  change	  would	  help.	  
Use	  the	  Heath	  Brothers	  Model	  to	  
advise	  your	  colleague.	  
What	  ideas	  did	  you	  have?
Exercise #3
Now	  let’s	  make	  these	  insights	  
prac?cal	  for	  you	  by	  examining	  the	  
important	  changes	  that	  you	  
iden?fied	  earlier.	  
You’ve	  got	  ques?ons	  about	  the	  
rider,	  elephant,	  and	  path	  involved	  
in	  each	  of	  your	  changes.	  
Spend	  ten	  minutes	  answering	  
these	  ques?ons.	  
If	  you	  finish	  early,	  talk	  with	  others	  
about	  how	  easy	  or	  difficult	  you	  
found	  this	  process.
Exercise #3 
We’ll	  take	  ten	  minutes	  for	  this	  exercise.
Exercise #3
How	  easy	  or	  difficult	  did	  you	  find	  
this	  process?	  
For	  any	  of	  your	  changes	  do	  you	  
have	  clearer	  sense	  of	  what	  to	  do	  
next?	  
What	  are	  the	  challenges	  that	  
you’re	  s?ll	  facing	  with	  respect	  to	  
these	  changes?

The Sociology of Change
The Sociology of Change














































	  	  Governance	  	  
Distributed Organization








shock	  and	  awe	  
take	  the	  offensive	  
fog	  of	  war	  
expediency	  
?pping	  point



































shock	  and	  awe	  
take	  the	  offensive	  
fog	  of	  war	  
expediency	  
?pping	  point




























Our	  leading	  current	  approach	  to	  
producing	  change	  in	  higher	  
educa?on	  (strategic	  planning)	  
originated	  in	  military,	  corporate,	  
hierarchical	  cultures	  that	  don’t	  
necessarily	  operate	  like	  the	  matrix,	  
decentralized,	  distributed	  culture	  of	  
higher	  educa?on.
Strategic Planning






…	  don’t	  harmonize	  well	  with	  the	  
sociology	  of	  higher	  educa?on.
Strategic Planning






What	  if	  we	  adopted	  an	  
approach	  to	  change	  
that	  reflected	  values	  
and	  vocabulary	  closer	  
















Let’s	  discuss	  this	  
In	  small	  groups,	  take	  five	  minutes	  
to	  talk	  about	  what	  a	  change	  
mechanism	  appropriate	  to	  the	  
culture	  and	  sociology	  of	  higher	  
educa?on	  would	  look	  like	  
How	  could	  it	  be	  based	  on	  the	  
values	  and	  vocabulary	  closer	  to	  
the	  words	  on	  the	  right?	  

















We’ll	  take	  five	  minutes	  for	  this	  exercise.
Exercise #4
Let’s	  discuss	  this	  
In	  small	  groups,	  take	  five	  minutes	  
to	  talk	  about	  what	  a	  change	  
mechanism	  appropriate	  to	  the	  
culture	  and	  sociology	  of	  higher	  
educa?on	  would	  look	  like	  
How	  could	  it	  be	  based	  on	  the	  
values	  and	  vocabulary	  closer	  to	  
the	  words	  on	  the	  right?	  
















When	  a	  flower	  doesn't	  
bloom,	  you	  fix	  the	  
environment	  in	  which	  




You	  don’t	  change	  an	  
ins?tu?on	  or	  a	  
program.	  
You	  build	  people.	  
And	  they	  change	  the	  
world.
The Idea Is to Help People Become More Creative
Organic Academic Leadership: 
The idea that the academic 
leader’s most important 
responsibility is developing 
people, not programs, strategies, 
or goals. 
Creative Academic Leadership: 
The idea that the academic 
leader’s most important 
responsibility is help people 
become more creative, 
innovative, and forward-looking.
Innovation is encouraged, 
recognized, and rewarded. 
Ideas are heard and 
seriously considered before 
being judged. 
As many people as possible 
are given the freedom to do 
their work in their own way. 
Most decisions don’t have to 
be cleared through a 
person’s supervisor.
Creative Academic Leadership 
People feel comfortable 
talking with anyone in the 
organization (including the 
upper administration). 
People are appreciated for 
what they do. 
People are appreciated for 
who they are. 




Creativity Block Busters  

First Break All the Rules
The	  best	  managers	  reject	  conven?onal	  wisdom.	  
The	  best	  managers	  treat	  every	  employee	  as	  an	  
individual.	  
The	  best	  managers	  never	  try	  to	  fix	  weaknesses;	  
instead	  they	  focus	  on	  strengths	  and	  talent.	  
The	  best	  managers	  know	  they	  are	  on	  stage	  everyday.	  
They	  know	  their	  people	  are	  watching	  every	  move	  
they	  make.	  
People	  leave	  their	  immediate	  managers,	  not	  the	  
companies	  they	  work	  for.
First Break All the Rules
The	  best	  managers	  are	  those	  that	  build	  a	  work	  
environment	  where	  the	  employees	  answer	  
posi?vely	  to	  the	  Gallup	  Organiza?on’s	  12	  Ques?ons.

Risk Taking Techniques
Ask	  “What	  If?”	  ques?ons.	  
Decide	  what	  you	  can	  afford	  
to	  lose.	  
Take	  only	  one	  risk	  at	  a	  ?me.	  
Develop	  back-­‐up	  plans	  (i.e.,	  
scenario	  analysis).	  
Reward	  effort,	  not	  just	  
success.
Exercise #5
Advising	  a	  college	  friend	  who’s	  
now	  a	  department	  chair	  
Read	  the	  case	  study	  and	  see	  if	  you	  
can	  develop	  some	  good	  advice	  for	  
your	  friend	  
What	  seems	  to	  have	  gone	  wrong?	  
How	  can	  your	  friend	  s?ll	  turn	  
things	  around?	  
We’ll	  take	  five	  minutes	  for	  this	  
discussion
Exercise #5 
We’ll	  take	  five	  minutes	  for	  this	  exercise.
Exercise #5
Advising	  a	  college	  friend	  who’s	  
now	  a	  department	  chair	  
Read	  the	  case	  study	  and	  see	  if	  you	  
can	  develop	  some	  good	  advice	  for	  
your	  friend	  
What	  seems	  to	  have	  gone	  wrong?	  
How	  can	  your	  friend	  s?ll	  turn	  
things	  around?	  
What	  did	  you	  recommend?




























Now	  let’s	  apply	  the	  sociology	  of	  
change	  to	  the	  three	  changes	  you	  
iden?fied	  on	  page	  1	  of	  the	  workbook	  
Using	  the	  vocabulary	  and	  values	  that	  
resonate	  with	  faculty	  members	  in	  
higher	  educa?on,	  write	  one	  
compelling	  sentence	  about	  the	  
benefit	  of	  each	  change	  as	  instructed	  
in	  the	  workbook	  
We’ll	  take	  five	  minutes	  for	  this	  
exercise
Exercise #6 
We’ll	  take	  five	  minutes	  for	  this	  exercise.

Common Assumptions about Change
1. The	  power	  of	  posi?ve	  thinking	  can	  help	  promote	  
posi?ve	  change.	  
2. Large,	  complex	  problems	  usually	  require	  large,	  
complex	  changes.	  
3. Change	  leaders	  may	  best	  be	  understood	  as	  
catalysts	  for	  change.	  
4. The	  concept	  of	  SMART	  goals	  make	  change	  easier	  
to	  implement	  and	  progress	  easier	  to	  assess.	  





Formulate	  and	  stamp	  
indelibly	  on	  your	  mind	  a	  
mental	  picture	  of	  yourself	  
as	  succeeding.	  Hold	  this	  
picture	  tenaciously.	  Never	  
permit	  it	  to	  fade.	  Your	  mind	  
will	  seek	  to	  develop	  the	  
picture	  ….	  Do	  not	  build	  up	  
obstacles	  in	  your	  
imagina8on.
Positive Thinking
The	  Law	  of	  A4rac?on	  
When	  you	  want	  to	  aQract	  
something	  into	  your	  life,	  make	  
sure	  your	  ac8ons	  don’t	  contradict	  
your	  desires.	  	  …	  	  Act	  as	  if	  you	  are	  
receiving	  it.	  Do	  exactly	  what	  you	  
would	  do	  if	  you	  were	  receiving	  it	  
today,	  and	  take	  ac8ons	  in	  your	  
life	  to	  reflect	  that	  powerful	  
expecta8on.	  Make	  room	  to	  
receive	  your	  desires,	  and	  as	  you	  
do,	  you	  are	  sending	  out	  that	  
powerful	  signal	  of	  expecta8on.
Positive Thinking Does Have Benefits
Optimists are more likely to be hired than 
pessimists 
Optimists are more likely to get promoted than 
pessimists 
Optimists are recover from surgery and 
illnesses faster than pessimists 
Optimists are more likely to take direct action 
than pessimists 
Optimistic college students do better than 
pessimistic college students
But Positive Thinking Has Limits
It	  is	  ineffec?ve	  in	  leading	  posi?ve	  change.
“Positive fantasies, wishes, 
and dreams detached from 
an assessment of past 
experience didn’t translate 
into motivation to act 
toward a more energized, 
engaged life. It translated 
into the opposite.” 
page 11
But Positive Thinking Has Limits
It	  is	  ineffec?ve	  in	  leading	  posi?ve	  change.
Repeatedly in experiments 
that were conducted 
“positive thinking wasn’t 
always helpful. Yes, 
sometimes it did help, but 
when it came in the form of 
a free-flowing dream—as so 
much positive thinking does
—it impeded people in the 
long term from moving 
ahead.” 
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But Positive Thinking Has Limits
It	  is	  ineffec?ve	  in	  leading	  posi?ve	  change.
Positive thinking without an 
assessment of past 
experience usually doesn’t 
improve anything. 
Positive Thinking Isn’t Positive Leadership
Seeking	  posi?ve	  results	  
even	  in	  nega?ve	  
situa?ons.	  
Adop?ng	  posi8ve	  
default:	  assuming	  that	  
people’s	  mo?ves	  are	  
good	  unless	  proven	  
otherwise.	  
Preferring	  rewards	  to	  
punishments.
So, If Positive Thinking Doesn’t Work, What Does?
Gabrielle Oettingen




Develop	  a	  plan	  to	  
achieve	  those	  
goals.
STEP	  FIVE:	  Develop	  a	  
plan	  to	  overcome	  the	  
poten?al	  obstacles	  
iden?fied	  in	  STEP	  FOUR.
STEP	  TWO:	  Specify	  
the	  likely	  result	  of	  
achieving	  those	  
goals.
STEP	  FOUR:	  Iden?fy	  
the	  likely	  obstacles	  
that	  may	  prevent	  you	  
from	  achieving	  those	  
STEP	  SIX:	  Revise	  
STEP	  THREE	  to	  
include	  STEP	  
FIVE.
from Rethinking Positive Thinking
Assumption #2
Bacterial Infections
Large,	  complex	  problemPenicillin:	  small,	  in pensive	  solu?on
The Muffin Conundrum
No	  one	  else	  is	  in	  the	  
house.	  
No	  neighbors	  can	  be	  
found.	  
Urgent	  Care	  is	  too	  far	  
away.
One	  morning,	  a	  faculty	  
member’s	  child	  gets	  his	  finger	  
trapped	  in	  the	  hole	  of	  a	  
muffin	  pan;	  it	  swells	  badly.	  
The	  child	  needs	  to	  get	  
to	  school.	  
The	  faculty	  member	  
needs	  to	  get	  to	  class.	  
How	  can	  she	  solve	  
this	  medical	  problem?
A	  hospital	  Emergency	  Room	  
would	  take	  too	  long	  and	  be	  quite	  
expensive.	  
The Muffin Conundrum
She	  decides	  that	  it	  can	  also	  be	  seen	  as	  a	  
HARDWARE	  PROBLEM.
They	  go	  to	  Home	  Depot	  
where	  there	  are	  a	  lot	  of	  
tools	  (maybe	  more	  than	  
the	  emergency	  room).	  
Staff	  in	  the	  tools	  
department	  quickly	  and	  
safely	  cut	  away	  the	  
muffin	  pan.
The Muffin Conundrum
The	  child	  makes	  it	  to	  school	  on	  ?me.
The	  faculty	  member	  
makes	  it	  to	  class	  on	  
?me.	  
The	  cost:	  $0.	  
The	  complex	  problem	  




The International Space Station
Power	  distributor	  broke	  down	  
Metal	  shavings	  had	  built	  up,	  making	  
it	  impossible	  to	  remove	  bolts
The International Space Station
No	  tool	  small	  and	  firm	  enough	  to	  
wipe	  away	  metal	  shavings	  
Sending	  tool	  up	  on	  next	  resupply	  
mission:	  too	  long	  
Solu?on?
The International Space Station
Small Solutions
Shrink	  the	  Change	  
less	  obtrusive	  
evokes	  less	  change	  
aversion	  
change	  becomes	  
evolu?on,	  growth,	  natural	  
development	  





Shrink	  the	  Change	  
give	  up	  smoking	  for	  one	  
week	  
AA:	  one	  day	  at	  a	  ?me	  
not	  “Top	  Ten	  Research	  
Universi?es	  in	  the	  World”	  
but	  “bring	  in	  addi?onal	  
$100,000	  in	  indirect	  costs	  




Start	  the	  Trip	  Halfway	  There	  
silent	  phase	  of	  capital	  
campaign:	  Who	  wants	  to	  
give	  the	  first	  $100	  of	  a	  
billion	  dollar	  campaign?	  
car	  wash	  free	  a=er:	  
a. 8	  punches	  
b. 10	  punches	  but	  2	  free	  
head	  start	  
What	  would	  it	  take	  to	  get	  
to	  the	  next	  step?
Assumption #3
What Is a Catalyst?
a	  substance	  that	  increases	  the	  rate	  of	  a	  
chemical	  reac8on	  without	  itself	  
undergoing	  any	  permanent	  chemical	  
change	  itself
What Is a Catalyst?
a	  substance	  that	  increases	  the	  rate	  of	  a	  
chemical	  reac8on	  without	  itself	  
undergoing	  any	  permanent	  chemical	  
change	  itself
“I Bid Thee: Change!”
The Reality
The Reality
When You Change a System …
… You’re Part of That System
And You’ll End Up Being Changed
Assumption #4
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The Problem with Smart Goals
“The	  specificity	  of	  SMART	  goals	  is	  a	  
great	  cure	  for	  the	  worst	  sins	  of	  goal	  
seqng	  –	  ambiguity	  and	  irrelevance	  
(‘We	  are	  going	  to	  delight	  our	  
customers	  every	  day	  in	  every	  way!’).	  	  
But	  SMART	  goals	  are	  be4er	  for	  
steady-­‐state	  situa?ons	  than	  for	  
change	  situa?ons,	  because	  the	  
assump?ons	  underlying	  them	  are	  
that	  the	  goals	  are	  worthwhile.”	  
—page	  82
The Problem with Smart Goals
“The	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  of	  SMART	  goals	  is	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  and	  irrelevance	  
(‘We	  are	  going	  to	  delight	  our	  
customers	  every	  day	  in	  every	  way!’).	  	  
But	  SMART	  goals	  are	  be4er	  for	  
steady-­‐state	  situa?ons	  than	  for	  
change	  situa?ons,	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that	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The Problem with Smart Goals
“SMART	  goals	  presume	  the	  emo?on;	  
they	  don’t	  generate	  it.	  	  …	  There	  are	  
some	  people	  whose	  hearts	  are	  set	  
aflu4er	  by	  goals	  such	  as	  ‘improving	  
the	  liquidity	  ra?o	  by	  30	  percent	  over	  
the	  next	  18	  months.’	  	  They’re	  called	  
accountants.”	  
—page	  82
The Problem with Smart Goals
SMART	  goals	  engage	  the	  rider.
They	  don’t	  do	  all	  
that	  much	  for	  
the	  elephant.
Elephants Are Excited by the Vision
Riders	  need	  to	  know	  
the	  SMART	  next	  step	  








Long-Term Dream and Short-Term Practicality
EMOTIONAL RATIONAL 








Groups Are Made of Individuals
Change	  leadership	  o=en	  requires	  a	  lot	  of	  one-­‐on-­‐one	  
conversa?ons	  
It	  is	  like	  coaching:	  mo?va?ng	  individuals	  to	  achieve	  a	  
team	  result	  
Effec?ve	  change	  leadership	  requires	  understanding	  
that	  not	  everyone	  shares	  the	  same	  philosophy	  of	  
change
It	  adheres	  to	  a	  philosophy	  
that	  the	  psychology	  and	  
sociology	  of	  change	  are	  both	  
equally	  important
Exercise #7
Look	  back	  at	  the	  three	  changes	  
you	  iden?fied	  on	  page	  one.	  
See	  if	  you	  made	  any	  of	  the	  five	  
common	  assump?ons	  about	  
them.	  
If	  you	  did,	  how	  does	  re-­‐evalua?ng	  
that	  assump?on	  help	  you	  with	  
the	  change?	  
If	  not,	  what’s	  one	  thing	  you	  can	  
do	  next	  week	  to	  make	  progress	  
on	  	  each	  change?
Exercise #7 
We’ll	  take	  five	  minutes	  for	  this	  exercise.
Summing Up
Change	  is	  o=en	  difficult	  because	  we	  
don’t	  perceive	  the	  extent	  to	  which	  
different	  people	  view	  change	  
differently	  
Change	  is	  o=en	  difficult	  when	  we	  
don’t	  understand	  the	  unique	  culture	  
in	  which	  the	  change	  occurs	  
Change	  becomes	  even	  more	  difficult	  
when	  we	  approach	  it	  with	  false	  
assump?ons
Learning to Embrace Change
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